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Human Resource Management, Services and Relationship Marketing: 
The Potential for Cross-Fertilisation  
 
Abstract: This conceptual paper notes the re-casting of marketing from a focus on 
products and transactions to a focus on services and relationships ± strongly implying 
that people are core to the delivery of promises. In so doing, it highlights that the 
recruitment, training, development, retention, rewarding and management of people 
are therefore central in achieving strategic marketing objectives, building on extant 
research which confirms that a satisfied workforce contributes to the creation of happy 
customers. This highlights that marketing has a great deal to learn from HR, and 
perhaps the means to achieve key strategic marketing objectives already exist within 
the domain of HR theory and practice? Structurally, the paper summarizes the 
evolution of marketing from the transactional to the relational and focuses on selected 
areas in which value could be obtained for marketers in drawing on the existing HR 
literature and concepts before considering what the future relationship between 
marketing and HR could, and should be. 
 
Keywords: marketing, relationship marketing, human resource management, 
management, management structure  
  
Introduction - the wide and narrow context  
 
Our rational is that ± as will shortly be seen ± the language, centricity and strategy of 
marketing is now expressed using terminology that will be very familiar to those comfortable 
with discourses in Organisational and HR literature and practice, especially within the 
context of understanding and improving effectiveness and efficiency in 
managerial/hierarchical structures, processes and control mechanisms. Indeed, the main 
WKHPHRIWKLVSDSHULVWKHSRWHQWLDOIRUFRQFHSWVWREHµERUURZHG¶IURPHR domains for the 
purpose of providing structure, clarity and enrichment to marketing theory and practice. Our 
main claim is that integration between the processes of marketing and HRM is helpful at the 
tactical level and critical at the strategic level in order to achieve and maintain collective, 
organisational success. Such integration is a silver-bullet, a transformation that will augment 
performance and therefore an issue of direct and significant relevance to both fields. Indeed, 
it is an issue that has been discussed previously in the literature (Ferrin et al, 2007; Strong 
and Harris, 2004; Vlaar et al, 2007; Crosby and Stephens, 1987). 
Before we expand on this thesis, it is necessary to consider the narrow context of 
evolution in marketing that has brought it to a position where ideas from HR or 
Organisational literature are of increasing relevance and significance to marketers. That step 
requires a few comments on the wider context of business research, education, training and 
managerial and academic specialisation. 
Let us take that wider context first. In the hard sciences, it has long been understood that 
the borderlines between disciplines and specialisms are often areas with the potential for 
rapid advance. Considerations of the border territories between chemistry and biology ± the 
science of biochemistry ± has led to some of the most significant scientific discoveries of the 
last 100 years, including the discovery and modelling of DNA. Biologists recognise the 
  
importance of understanding the language and concepts of chemistry and vice-versa. Is the 
same true for different groups of academics in a business school? Is it easy or common for 
one group of specialists to discuss and communicate their ideas with groups outside their own 
specialism? We suggest not. We hope this paper will attract and encourage cross-disciplinary 
attention and dialogue as the connections between marketing and HR need to be built 
amongst scholars and practitioners.  
That interdisciplinary research is desirable is not a new argument. Nor is the 
significance of the overlap between organisation management/HR and marketing a topic that 
has never been addressed (Chimhanzi, 2002; Cobb et al, 1998; Currie and Procter, 2001; 
Schneider et al, 1998; Wang et al, 2011). But, if we accept the premise that the fundamental 
nature, structure and assumptions of marketing have changed almost beyond recognition then 
the connection, interface and relationship between marketing and the rest of the set of 
organisational processes requires re-examination.   
 
Marketing ± from products to services ± from transactions to relationships 
 
At this point we switch to the narrow context of the quite radical changes in marketing 
theory and assumptions in the last 30 years that have taken it a long way away from its 
origins in microeconomics, North America and the 1950s (Harker and Egan, 2006). The 
in/famous 4P framework emerged from econometric modelling of oligopolistic competition 
DV GHULYHG OLVWV RI NH\ YDULDEOHV IURP µSURILW-maxLPLVLQJ¶ HTXDWLRQV &KDPEHUODLQ 
Waterschoot and Van Den Bulte, 1992; McGarry, 1950; McKitterick, 1957; Alderson, 1957) 
ZHUHWXUQHGE\WKHµIXQFWLRQDOLVWVFKRRO¶RIPDUNHWLQJ0F*DUU\%RUGHQLQWRD
simple, comprehendible subset of four variables (McCarthy, 1960) from twelve identified as 
  
being strongly correlated with profitability - product, price, branding, distribution, personal 
selling, advertising, promotions, packaging, display, servicing, physical handling, fact 
finding and analysis. Interestingly, in the context of our discussion, a number of the variables 
ZKLFKIDLOHGWRPDNHWKHµFXW¶UHODWH WRKXPDQLQYROYement and intervention. Perhaps early 
marketing theorists, in striving for the simplicity of just four variables set aside the 
importance of people within the process? This would only begin to be remedied with the 
emergence of services marketing in the 1980s. 
This ³KLJKO\ HIIHFWLYH LPSDFW PDFKLQH´ (Grönroos, 1996: 16) worked well within the 
time and the place in which it was developed ± the North American consumer goods markets 
of the post-war era ± and US inspired management education spread what is now labelled as 
Transactional Marketing until it became the dominant marketing paradigm (Kent, 1986). 
Gradually, it became apparent that most marketing situations and markets had characteristics 
significantly different from those of North American consumer goods markets through one or 
both of geography or business context/sector (Elg and Johansson, 1996; Waterschoot and 
Van Den Bulte, 1992). Rather than start again by challenging the conceptual basis of 
7UDQVDFWLRQDO0DUNHWLQJWKHTXLFNHVWDQGPRVWFRQYHQLHQWµVROXWLRQ¶WRWKHSUREOHPZDVWR
paper over the cracks. The standard method of overcoming deficiencies in the 4P ³WDEOHWof 
IDLWK´ (Grönroos, 1994) was to expand on the same approach ± abstracting the market/ing 
relationship into a list of decision making variables (Brodie et al, 1997; Grönroos, 1994) as 
was done with services marketing (Booms and Bitner, 1982), where people, physical 
evidence and process brought the total to 7Ps. Specialists in people or process management 
who read that list of additions are likely to raise eyebrows at this. These additions were an 
implicit admission that marketing mix management/Transactional Marketing was failing to 
satisfy modern marketing conditions ± as reflected in the changing nature of these markets 
and consumers. Mass markets had begun to fragment. Customers had become more 
  
sophisticated and demanding, requiring products and services tailored to their specific needs 
(Bennett, 1996; Christopher et al, 1991). What the Transactional Marketing paradigm had 
become in practice was not a customer-orientated approach to business but a product-
orientated philosophy (Grönroos, 1994; Gummesson, 1997) that additionally failed to 
account for the great and growing significance of services on their own and additionally as 
key components of branded product offerings ± a context within which it has long been 
argued that there are objectives over and above attracting customers. It is also required to 
keep and maintain the customer, and often helpful and profitable to develop a long-term 
relationship with them (Bitner et al, 1994; Cravens and Piercy, 1994; Grönroos, 1991; 
Gummesson, 1987). The implications of this are that organisations must be more long-term 
focussed and that this means more effectively managing customer relations and retention 
strategies in order to help secure long-term profitability and stability (Berry, 1995; 
Parasuraman et al, 1991; Grönroos, 1990).  
It is because of this that Vargo and Lusch (2004a, 2006, 2008, 2009) have notoriously 
argued that a service rather than product-focused concept of marketing is a more natural and 
accurate reflection of the primacy of services in contemporary marketing practice and that 
therefore WKH µGRPLQDQW ORJLF¶ RI PDUNHWLQJ VKRXOG EH VHUYLFH-orientated. There is a great 
volume of debate within the marketing community about whether relationships or services 
should be primary ± e.g. is a service part of a relationship, or is a relationship perhaps part of 
a service (Gummesson and Grönroos, 2012)? 
Regardless, both services marketing and RM make the case that the people responsible 
for service provision and/or customer-contact are of significance with respect to successful 
implementation of marketing strategy and therefore to the success of the organisation as a 
ZKROHµ3HRSOH¶ LVRQHWKLUGRIWKHµVHUYLFHVPDUNHWLQJPL[¶EROWHGRQWRWKH3V¶IUDPHZRUN
in order to remedy some of its shortcomings. The actual abilities and talents of these people 
  
receives short shrift in marketing literature (Ballantyne, 1997; Judd, 1987). Crucially, 
Transactional Marketing takes little account of the role front line staff can play in creating, 
developing and maintaining relationships [or providing excellent customer service] over a 
long period of time. The people they meet are critical in the mind of the consumer when they 
are assessing the ability of the company to serve them well. People working for the 
organisation are who the customer trusts or does not trust, people in the organisation give 
good customer service and do the job properly or they do not. It is the people ± not the 
abstract concept/entity/branding of the firm, who truly learn about the customers and whom 
the customers learn about the firm through, it is the people from whom the customer expects 
(and sometimes gives to) loyalty, trust and commitment (Giannakis and Harker, 2014). To 
many customers, the firm is its people (Gummesson, 1991). 
 
Take in Table 1 about here 
 
It can be argued therefore, that firm-customer relationships are key, especially in sectors 
where services and service provision are battle-winning differentiators. Organisations must 
therefore consider relationship management to be at the heart of tactical marketing processes 
and strategic corporate philosophy. Consideration must be given to what and who is at the 
other end of the relationship to the customer, as marketing success will be to a great extent 
the result of successful management of people. These people will include customers outside 
the business and front-line staff providing services within. ,Q OLQHZLWK9DUJRDQG/XVFK¶V
position, successful marketing strategy is thereby becoming increasingly focussed on 
developing and retaining competitive advantage through excellent services marketing which 
is in turn based on services provision which is of course an outcome of the abilities and 
  
performance of service providers and the quality and ability of service providers is a function 
of Human Resource Management and organisational management of individuals, teams and 
groups. This, in turn, has led to the re-emergence of internal marketing (Ferdous and 
Polonsky, 2014; Collins and Payne, 1991; Hales, 1994) as a strategy by which to build loyal 
relationships between customers and D ILUP¶VRZQHPSOR\HHV7KLV LQ WXUQFDQEHVHHQ WR
arm people-managers with the tools normally associated with their consumer marketing 
colleagues as a means of supporting functions such as the recruitment and retention of 
employees (Kale, 2007). A further elaboration of this theme is through the notion of 
employee branding, building people directly into the marketing and brand offer of the 
organization. Building and supporting the brand through people, therefore, represents a 
confluence of marketing and HRM which is directly pertinent to our discussion here (Ind, 
2001; Buckingham, 2008; Brannan, Parsons and Priola, 2011). Table 1 gives a list of selected 
readings for HR specialists so as to inform them on this history, evolution and realignment 
within marketing. 
In short, successful marketing requires successful people management. We will return 
to these themes at a later stage in the development of this argument. 
 
The need for marketing to draw on HR and Organisational Theory and concepts  
 
Here then is the rationale of this paper in its simplest form. If marketing is now about 
people and relationships rather than products, it is in need of concepts and theory about 
people and relationships. Drawing on extant theory and research in Human Resource 
Management and Organisational Behaviour (see Bach and Sisson, 2000 for an overview and 
Chang and Huang, 2005 for a parallel narrative) may provide the basis for meeting this need. 
  
It is not possible to give a comprehensive schema, therefore our chosen exemplars of how the 
relative poverty of RM theory can be enriched will be deliberately limited to just three areas. 
Firstly a key concept based on the actors ± the customers and staff co-producing marketing 
outcomes. Secondly concepts considered to form the building blocks of marketing 
relationships ± commitment, trust and loyalty. Finally, the significant role of HR in Internal 
Marketing. 
Firstly, the concept of WKH µSDUW-WLPH PDUNHWHU¶ >KHQFH 370@ ZDV LQWURGXFHG LQ
*XPPHVVRQ¶V VHPLQDOSDSHU ZKLFKEXLOWRQSUHYLRXVO\H[LVWLQJ VHUYLFHVPDUNHWLQJ
theory, and noted other research showing the critical significance of the service 
production/delivery process in respect of customer opinion formation (Lehtinen, 1983).  A 
PTM is a person associated with the company (at least in the mind of the customer) who has 
WKHDELOLW\WRPDNHDQLPSUHVVLRQRQWKHFXVWRPHU¶VMXGJHPHQWRIWKHILUP- regardless of the 
role in which the person is officially employed. Examples commonly given include technical 
and support staff, as well as front-line staff in more traditional customer-facing roles. Since 
1991, this idea of the importance of PTMs has been developed by others (Berry, 1995; Bitner 
et al, 1994; Harker, 2004; Iocabucci and Ostrum, 1996). 
Indeed, and as a precursor to our argument for the integration and alignment of HR/OB 
DQG50WKHRU\*XPPHVVRQVWDWHGWKDWLQWKHPDMRULW\RIWKHµPRPHQWVRIWUXWK¶WKDWRFFXU
between firm and customer, customer perception is governed much more by the interaction 
between customers and the staff members they engage with than by the usually marginal 
LPSDFWRIWKHDFWLRQV>DQGH[SHQGLWXUH@RIDGLVWDQWDQGGLVFRQQHFWHGµPDUNHWLQJGHSDUWPHQW¶
Rather, perception of the firm and the quality of the services they receive by the customer is 
primarily governed in services markets by the PTMs, ³RIWHQ WKH\ DUH WKH RQO\ PDUNHWHUV
DURXQG´ (Normann, 1983: 26). This, in turn, links to the established notion in HR of the 
boundary-spanning worker, a front line employee whose role straddles their responsibility to 
  
the firm and their commitment to meet customer needs and requirements (Aldrich and 
Herker, 1977; Singh et al, 1996; Onyemah et al, 2010; Bateson and Hoffman, 2011), an 
approach extended to responsibility for the management of boundaries with respect to the 
wider stakeholder community by Hult (2011). To the customer, the firm is not the brand ± but 
its people (ironically, in the case of front-line staff, often those with the lowest status and 
remuneration within service organizations). If the significance and importance of PTM staff 
is accepted, then it follows that marketing is about managing the relationships between 
people ± some of whom are customers, some of whom are staff. 
What else can be taken from HR/OB literature in developing this idea? We would 
suggest a great many things. There is value for marketing theory in exploring ± amongst 
other directions ± HR thought on staff recruitment, retention, development, and on the 
formation and management of teams (see for example Breaugh, 2008). Those are all core HR 
topics - ³,W LV WUXH WKDW ZKHQ D ILUP¶V HPSOR\HHV DUH KDSS\ HIILFLHQW ZHOO WUDLQHG DQG
properly paid, its customers are more likely to be haSS\ WRR´ (Wells and Spinks 1998).  
Cartwright and Holmes (2007) have taken a pragmatic look at how employee cynicism and 
engagement can be better managed ± key to making sure that the company-node of the 
relationship is a healthy, appropriate and pro-active individual. The contribution of 
employees to objectives common with marketing, the profitability and competitiveness of the 
organization, is at the heart of the service profit chain (Heskett et al, 1997; Heskett, 2002; 
Yee, et al, 2011). 
Human Resource Development - a developing concept in the literature - can be defined 
as ³VXSSRUWLQJ DQG IDFLOLWDWLQJ WKH OHDUQLQJ RI LQGLYLGXDOV JURXSV DQG RUJDQLVDWLRQV´
(McGoldrick et al., 2002, pp. 396, Bates et al. 2001). US researchers typically note that the 
main purpose of HRD is to enhance learning, human potential and high performance in work-
related systems. There are researchers who claim that Human Resource Development defies 
  
GHILQLWLRQ DQG ERXQGDULHV ³,W
V GLIILFXOW WR SXW LQWR D ER[´ (Blake, 1995, pp. 22), a view 
affirmed by both Lee (2001) and McGoldrick et al (2002). Vince (2012, p.130) addresses the 
span and scope of HRD in arguing that it ³VKRXOG EH FRQFHSWXDOLVHG DV DQ DSSURDFK WKDW
supports the impact that people can have on organising. The focus of HRD is on action, on 
developing the capacity to act, on generating credibility through action and on influencing 
DQG ZRUNLQJ ZLWK RWKHUV LQ VLWXDWLRQV ORDGHG ZLWK HPRWLRQ DQG SROLWLFV´ Additionally, a 
useful definition of Strategic Human Resources Development (SHRD) contends that: ³7KH
strategic management of training, development and of management/professional education 
interventions, so as to achieve the objectives of the organisation while at the same time 
ensuring the full utilization of the knowledge in detail and skills of individual employees. 
SHRD, is concerned with the management of employee learning for the long term keeping in 
PLQGWKHH[SOLFLWFRUSRUDWHDQGEXVLQHVVVWUDWHJLHV´(Garavan, 1991, pp. 17).  
Our second issue is based on a key early work in the development of RM, the 
µFRPPLWPHQW±WUXVW¶ WKHRU\RIMorgan and Hunt (1994). They argued that commitment and 
trust are amongst the crucial factors that distinguish productive, effective relational 
exchanges from those that are inefficient and ineffective. Furthermore, commitment and trust 
EHWZHHQSDUWQHUVLQDPDUNHWLQJQHWZRUNOHDGVGLUHFWO\WRµFR-RSHUDWLYHEHKDYLRXUV¶LQWKUHH
ways. Firstly, they predispose the partners towards actively preserving relational 
µLQYHVWPHQWV¶6HFRQGO\they help to prevent partners from adopting short-term, opportunistic 
behaviours. Thirdly, they help to support the view of high-risk actions as being prudent in the 
longer term (Hunt, 1997). Morgan and Hunt constructed what they call the KMV (Key 
Mediating Variable) model to show the central importance of commitment and trust in 
marketing relationships. Empirical support for this KMV model was provided through 
quantitative research in the American automobile tyre retail industry (Morgan and Hunt, 
1994) and by a further study in UK health care (Kalatatis and Miller, 1996). This model is 
  
repeated below, decontextualized from the complex mathematics for the sake of brevity and 
sanity. It seems likely that readers with more than a little knowledge of HR/OB will take in 
the set of keywords and automatically make connections to HR/OB concepts and ideas. We 
draw attention in particular to the work of Vlaar et al (2007), who looked at the concept of 
trust across functions and groups, whilst Ferrin et al (2007) developed a theoretical 
framework from the base of previously existing interpersonal and intergroup literature on 
trust and co-operation. 
 
Take in Figure 1 Here 
 
,IµFRPPLWPHQW¶DQGµWUXVW¶DUHDFFHSWHGDVNH\FRQFHSWXDOLVDWLRQVLQ WKHGHILQLWLRQRI
Relationship Marketing, they must in turn be examined. Two definitions of commitment 
within the context of network interaction are offered by Morgan and Hunt. ³$Q H[FKDQJH
partner believing that an ongoing relationship with another is so important as to warrant 
maximum efforts at maintaining it; that is, the committed party believes the relationship is 
ZRUWK ZRUNLQJ RQ WR HQVXUH WKDW LW HQGXUHV LQGHILQLWHO\´ (Morgan and Hunt, 1994). 
³&RPPLWPHQW WR WKH UHODWLRQVKLS LV GHILQHG DV DQ HQGXULQJ GHVLUH WR PDLQWDLQ D YDOXHG
UHODWLRQVKLS´ (Moorman et al, 1992: cf Morgan and Hunt, 1994) Both of these definitions 
draw on social exchange theory, energetically developed within HR literature.  
Trust is defined fourfold, ³ZH FRQFHSWXDOLVH WUXVW DV H[LVWLQJ ZKHQ RQH SDUW\ KDV
FRQILGHQFH LQ DQ H[FKDQJH SDUWQHU¶V UHOLDELOLW\ DQG LQWHJULW\´ (Morgan and Hunt, 1994). 
³7UXVW LV GHILQHG DV D ZLOOLQJQHVV WR UHO\ RQ DQ H[FKDQJH SDUWQHU LQ ZKRP RQH KDV
FRQILGHQFH´ (Moorman et al, 1992: see Morgan and Hunt, 1994). ³7UXVW LV D JHQHUDOLVHG
H[SHFWDQF\KHOGE\DQLQGLYLGXDOWKDWWKHZRUGRIDQRWKHU«FDQEHUHOLHGRQ´ (Rotter, 1967: 
  
cited Morgan and Hunt, 1994). ³7KHILUP¶VEHOLHIWKDWDQRWKHUFRPSDQ\ZLOOSHUIRUPDFWLRQV
that will result in positive outcomes for the firm as well as not take unexpected actions that 
UHVXOW LQ QHJDWLYH RXWFRPHV´ (Anderson and Narus, 1990). Trust is an expectation of 
behaviour by the exchange partner in keeping with promises made by that partner.  
2¶0DOOH\DQG7\QDQQRWHWKDWWKHGHILQLWLRQVDGYDQFHGE\0RUJan and Hunt are 
operational definitions, which are situationally specific. HR/OB has much it could contribute 
to the understanding of trust in marketing relationships ± indeed, the work of Ferrin et al 
(2007) alone is much more rigorously constructed and richer and deeper than the combined 
contribution of marketing theorists to date. 
A number of discussants, (Bratton and Gold ,1999; Beardwell and Holden, 1997; Guest, 
1995, 1998; Sanders et al, 2008; Taylor et al, 2008; Tremblay et al, 2010), have identified 
that within HR practices, more employee commitment results in higher performance outputs 
for the organisation. Bratton and Gold (1999, pp. 357) suggest that ³WKH QHZ +50 PRGHO
seeks to elicit high commitment from workers and thereby cultivate proactive behaviour with 
committed workHUVH[SHQGLQJHIIRUW OHYHOVµEH\RQGFRQWUDFW¶IRUWKHHQWHUSULVH´ These and 
other studies have identified that committed employee behaviour is at the heart of HRM and 
is in fact a ³FHQWUDOIHDWXUHWKDWGLVWLQJXLVKHV+50IURPWUDGLWLRQDOSHUVRQQHOPDQDJHPHQW´ 
(Guest, 1995, pp. 112).  
Employee commitment has been described in HR and OB literature as:  
Attitudinal commitment ± that is loyalty and support ± involvement for the firm, 
strength of identification with the organisation (Porter 1985). The classical notion of 
corporate loyalty suggests that individuals are recruited for a specific task for which they 
should show their gratitude by behaving in a loyal and committed manner (Kiechel, 1985).  
  
Normative commitment is defined as ³WKHWRWDOLW\RILQWHUQDOL]Hd normative pressures to 
act in a way that meets organisational goals and interests and suggests that individuals 
exhibit behaviours solely because they believe this is the right and moral way in which to 
EHKDYH´ (Wiener, 1982, pp. 421). Thus, a normative commitment is one of obligation. 
Behavioural commitment, as outlined in the works of Staw and Salancik (1977), 
develops as a result of an individual's past actions that are ultimately binding. It occurs, 
³ZKHQDQLQGLYLGXDOKDVLGHQWLILHGKLPVHOIZLWKDSDUWLFXODUEHKDYLRXU´(Salancik, 1977, pp. 
64), and adjusts his attitude to fit that behaviour. Walton (1985) considers that commitment is 
thought to result in better quality service-provision by the employees, hence lower turnover 
rates, higher levels of experience, a greater capacity for innovation and improvisation and a 
generally more flexible work force. However, Pfeffer (1998), Wood and Albanese (1995) and 
Meyer and Allen (1997) argue that employee commitment is a core variable. Whitener 
(2001:530) concludes her empirical analysis by noting that ³These results indicate that 
HPSOR\HHV¶ WUXVWDQGFRPPLWPHQWDUH VWURQJHUZKHQ WKH\SHUFHLYH WKDW WKHRUJDQL]DWLRQ LV
committed to and supportive of them´. Guest (1998, pp. 42) further suggests ³WKHFRQFHSWRI
organisational commitment lies at the heart of any analysis of HRM. Indeed the whole 
rationale for introducing HRM policies is to increase levels of commitment so that other 
SRVLWLYHRXWFRPHVFDQHQVXH´  
The notion of employee commitment is a conceptual building block that only scratches 
the surface of the potential for integrating HR and OB into marketing. Building commitment 
is at the heart of the notion of internal marketing to which we have already alluded. For 
Varey and Lewis (1999: 938), internal PDUNHWLQJ³represents the convergence of a number of 
previously separate management technologies, such as human resource development, 
employee relations, strategic management, quality management, corporate communications 
and macro-marketing´  
  
Our third selection was internal marketing under the new rubric. Rafiq and Ahmed 
(1993), in an early paper, explored the relationship between internal marketing and HRM as a 
route to understanding where one stops and the other commences. They reach the conclusion 
that there is a case to transfer or, maybe, outsource some traditional HRM functions to those 
responsible for marketing. Commitment, supported by an internal marketing approach, may, 
in turn, stimulate organizational or structural empowerment (as opposed to psychological 
empowerment which is a somewhat more complex concept). This focuses on organizational 
structure, policies, procedures, and roles of managers and leaders in granting power to 
employees (Dewettinck and Ameijde 2011; Seibert, Wang and Courtright, 2011).  It aims to 
disseminate, decentralize and share power, as well as delegating authority, and allowing 
formal control and responsibility to all organizational levels (Seibert, Wang and Courtright, 
2011; Maynard, Gilson and Mathieu, 2012), especially to employees in the lowest and most 
customer-proximate positions, thus enabling them to make decisions that will affect 
organizational outcomes, act on their own initiative, without the need to consult their 
supervisors . 
 
Human Resource Management and Marketing ± the need for strategic 
integration and alignment 
 
This paper has begun to explore - using the existing literature - the requirement of better 
strategic alignment of RM and HRM as a means of successfully implementing relational 
strategies. That is ± given the recasting of successful marketing in terms of services and 
relationships excellence, and the key role therefore played by service providers it is necessary 
to bring ideas from RM and HRM together. Here then is our main conclusion. Without 
  
VXFFHVVIXOO\ µDOLJQLQJ¶ +5 DQG PDUNHWLQJ VWUDWHJ\ DQG LPSOHPHQWDWLRQ VHUYLFHV DQG
relational quality will be impaired and therefore potential for competitive advantage lost. In 
this lies the contribution to practice. Effective management is multi-dimensional, and HR and 
marketing are two of the key dimensions. The shift in strategy in marketing from 
sales/product orientation to a services/relationships orientation has implications for HR 
VWUXFWXUH VWUDWHJ\ DQG SURFHVV :LWKRXW DGDSWDWLRQ LQ +5 µWUXH¶ 50 VWUDWHJ\ FDQQRW EH
designed or applied. Implications and connections relate to themes such as the selection, 
retention, training and development of staff but also for their working conditions, their pay 
and for organizational attitudes towards work-life balance issues (Hughes and Bolton, 2002). 
In short, there is a compelling imperative that HR and marketing be aligned. Labovitz and 
Rosansky (1997, pp.5) define alignment ³DVERWKDQRXQDQGDYHUE± a state of being and a 
set of actions . . . alignment . . . refers to the integration of key systems and processes and 
responses to changes in the external environmenW´. Often the concept of alignment when 
used in business is referred to as strategic fit (Smaczny, 2001), strategic match (Mintzberg et 
al, 1998), or simply the interface between two things (van der Zee and De Jong, 1999).  
Thus, a product of this collaborative/competitive association is consensus on the critical 
importance of people in the implementation of an effective RM strategy. This and 
surrounding issues have already been the focus of much study and reflection by HR scholars 
(e.g. Arthur and Boyles, 2007).  
 
Take in Table 2 about here 
 
  
It was noted above that the authors of this paper hope it will be the beginnings of a new 
dialogue between HR and marketing specialists. The above Table 2 is presented as a short list 
of key readings in marketing. The consumption of some or all of these will enable external 
scholars to see many areas in which they could make important contributions to the 
development of marketing. The first group tells the story of the evolution of marketing from 
being product focussed to services/relationships focussed and the second selects works 
associated with key elements of marketing theory where the potential for development 
through application of HR theory seems great. 
Taking the recipe for valid theoretical contributions from Whetton (1989) the what of 
this paper is the list of concepts, practices and processes selected from recent HR and OB 
literature as collectively and individually adding dimension and detail to relatively unshaped 
RM concepts. The how [are they related] comes from the overlap between evolutions in HR 
theory and practice and the current vector of research in marketing ± our argument is that HR 
and marketing might be considered on adjacent and parallel paths to a common destination 
and that explanations and understanding of human actions, interactions, hierarchy, power, 
negotiation, training and so on will be of increasing relevance and significance to marketing 
management. That point links heavily with the why. If marketing scholars are arguing for the 
dominance of services/relationships in marketing ± and therefore the primacy of people in 
effective marketing - then it seems impossible to avoid the conclusion that existing ideas in 
adjacent disciplines which have a deeper, wider and stronger and more direct connection to 
their theoretical underpinnings are of relevance. 
It seems certain that drawing on ideas like these from outside the marketing domain is a 
means to more efficiently and effectively impelling the development of services and 
relationships orientated marketing strategies. Indeed, should we be surprised to see 
commonality of philosophy and vocabulary between the HR and marketing literatures? Both 
  
have multiple applications of words like loyalty, commitment, trust, long-term. This may be 
largely explained by a similarity in intent ± flexibility, adaptability ± and the 
acknowledgement that both marketing and HR writers desire that their disciplines form a 
corporate wide philosophy/culture as a set of processes. Perhaps it might be better to consider 
that Marketing and HR form important components of organisational culture together within 
the rubric of Organisational Behaviour as a whole? 
If we accept the key role that front-line staff play in facilitating services and 
relationships with external groups ± including customers ± then it seems ridiculous to not also 
accept that the recruitment, training, development, retention, rewarding and management of 
these people in the process are also important, especially when research already exists 
demonstrating that a happy workforce helps to cause happy customers. If we argue that 
concepts like loyalty, commitment and trust are of critical importance in understanding 
successful long-term interactions between parties, then it seems nonsensical to ignore a vast 
literature-resource in which these concepts have been highly developed and considered over 
decades.  
Therefore, and in summary, if a company is going to build and maintain strong 
relationships with its customers, it seems certain that a key means of doing this will be by 
improving management of people. A fundamental change in what is regarded as successful 
marketing requires equally fundamental re-examination of the impact and interfaces of 
marketing on other business processes. We argue that the reverse is also true ± the HR 
community must consider the implications of their own evolutions in theory and practice in 
order that assumptions, processes and objectives can be made complimentary if not 
synergetic with those of marketing and other management specialities.  
  
We hope this paper makes a contribution to that issue and is a small part of the answer 
to the implied managerial question ± µ, ZDQW WR PDNH P\ RUJDQLVDWLRQ PRUH VHUYLFHV DQG
relationships RULHQWDWHG+RZGR,GRWKDW"¶ 
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